
ASAP Webinar

October 28, 2021

2021 State of 
Alliance Management



Study demographics overview
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97 respondents

Industries 
represented

14

100M – 1B revenue 1B+ revenue

71%29%

Alliance Management / Sales

50%

Account Management

26%

Strategic Management / 
Program Management

24%

Life Sciences 25%

Computer software / services 14%

Banking / Financial Services 8%

Source: Vantage Partners 2021 Alliance Pulse Survey



Why and how companies engage with partners
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WHY

◼ Capitalize on relationships other firms have with customers that we 
lack and cannot build

◼ Leverage the expertise, assets, and capabilities of other firms

◼ Maximize the monetization of our assets and extend our reach into 
new markets 

◼ Increase penetration of existing markets, beyond what we could 
achieve on our own

◼ Enable customers and consumers to buy and consume the solutions 
they want, in the way they want to (versus seeking to artificially 
constrain their choices)

◼ Embed unique assets more pervasively in the marketplace, in a way 
that builds a competitive moat against disruptive competitors

SELL FOR BUY FROM

SELL TO
SELL 

THROUGH
CO-INNOVATE

COMPETE

HOW
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Alliances are expected to drive significant growth over the next five years
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How alliances revenue is expected to change over the next 5 years 
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37%

% company revenue driven 
over the past 5 years
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Decrease 
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the same
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Partnership types 
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Supplier partnership Partner provides product or services that are consumed by ACME

Customer partnership Partner consumes product or services from ACME

Platform partnership
Partner owns and administers a technology used to distribute one or more of our company’s solutions 
through to end customers (often in exchange for a fee; may be a marketplace)

R&D partnership
Partner collaborates with our company to advance learning and innovation – may involve co-creation or 
development of solutions (could be sold by either company)

Value-added reseller
Partner distributes one or more ACME solution to their clients, either as-is or combined with other 
solutions (can sometimes include joint sales)

Co-marketing 
partnership 

The partners leverage each other’s relationships, brand, budget, and reach to promote proprietary or co-
developed content or solutions

Ecosystem partnership

?   When multiple partners and types are needed to meet the customer's needs
when the end user sees value in the entire offering that can only be delivered by the ecosystem
Multiple partners coming together to transform a place and/or improve peoples' lives.
I see ecosystems transcending the more traditional "binary" relationships between partners.
Any firms that help us grow our business
Partners of our partners



Alliance management maturity
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Integration of alliances and alliance management with business strategy and operations
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Limited and ad hoc use of 
partnerships; no formal 

process or tools

Partnerships are more 
common, but are still ad 

hoc and not integrated with 
strategy; few defined 

processes with sporadic 
use; reliance on individual 

heroics

Formal partnership process 
and tools – regularly 

followed and used; some, 
but not enough, dedicated 

resources; partnership 
activities only partially 

integrated into business 
processes (e.g., product 

management) 

Partnership management 
capability embedded in the 

DNA of the company; 
organizational competency 
in managing coopetition, 

track record of partnership 
success; reputation as 

“partner of choice”
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How would you rate your company’s maturity 

for forming and managing alliances?

Over the past five years, how much of your 

company’s revenue has depended, in some 

way, on alliances? 

Over the next five years, how do you expect 

that number to change? 

POLL

Please vote by:
1. Scanning the QR code above with your 

mobile device

OR

2. Clicking the link in the Zoom chat



Companies that build capabilities in managing alliances realize significant 
returns
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47% more alliance value is realized when execution challenges are well-
managed.

Companies with high levels of alliance management maturity are 
80% more likely to fully achieve the objectives of any individual alliance.

Higher levels of partnership
management maturity are 

correlated with greater 
alliance success

Poor execution leads 
to lost value

50% higher risk of failure for alliances at companies with low alliance 
management maturity.

27% of alliance failure is due to execution challenges alone. 

Copyright © 2020 by Vantage Partners, LLC. All rights reserved. Source: Transcending Organizational Barriers – A Cross-Industry View of Alliance Management Trends and Challenges, published by Vantage Partners, 2015. 



Companies that expect to rely heavily on internal assets and capabilities 
experience lower growth
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Deviation from mean cumulative growth, 2014 – 2018

> 50%

26 – 50%

16 – 25%

0 – 15%

Percentage of 
future success 
expected from 

internal assets 

and capabilities

Mean stock price growth: 11%; mean revenue growth: 21%

2%

8%

1%

-9%

21%

2%

-1%

-10%

-15% -10% -5% 0% 5% 10% 15% 20% 25%

Deviation from mean 

Negative Positive

Stock price growth  

Revenue growth  

Source: Vantage Partners 2020 Coopetition StudyCopyright © 2021 by Vantage Partners, LLC. All rights reserved.



Webinar poll results: Partnership maturity
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Webinar poll results: Past and future alliances revenue
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Alliances have been and are important today – and are expected to be 
even more so over the next five years
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“Over the next five years, do you expect your 

alliances revenue to…”

1%

4%

25%

42%

28%

0% 10% 20% 30% 40% 50%

Decrease significantly

Decrease some

Remain about the same

Increase some

Increase significantly

Percentage of respondents

Report that alliances are “very 
important” or “mission critical” today72%

Of company revenue has depended on 
alliances revenue over the past 5 years33%

Reported 50% greater contribution from alliances 
revenue over the past five years than those who expect

alliances revenue to increase over the next five years
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Over the past five years, what percentage of 

your company's alliances consisted of three or 

more organizations? 

Over the next five years, how do you expect 

that number to change? 

POLL

Please vote by:
1. Scanning the QR code above with your 

mobile device

OR

2. Clicking the link in the Zoom chat



Multilateral alliances are becoming increasingly important
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▪ Over the past 5 years, on average 34% of company 

alliances consist of three or more organizations:

• 43% and 36% of Aerospace and Telecom 

companies respectively have multilateral alliances

• 25% of Pharmaceutical companies have 

multilateral alliances

▪ Over the next 5 years, 72% of companies are expected 

to increase their number of multilateral alliances

Source: Vantage Partners 2021 Alliance Pulse Survey

“Over the next five years, do you expect the number 

of multilateral alliances at your company to…”

1%

2%

25%

39%

33%

0% 10% 20% 30% 40% 50%

Decrease significantly

Decrease some

Remain about the same

Increase some

Increase significantly

Percentage of respondents



Webinar poll results: Multilateral alliances
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Over the past five years, what percentage of 

your company's alliances have achieved their 

objectives? (fully, partially, or generally failed)

POLL

Please vote by:
1. Scanning the QR code above with your 

mobile device

OR

2. Clicking the link in the Zoom chat
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More than half of partnerships fail to fully achieve their objectives
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Partnership failure rates over time

Excluding those that end for technical reasons (e.g., the science or technology did not work)

40%

Generally failed 
to achieve 
objectives

Partially failed 
to achieve 
objectives

35%

Past alliance failure may not 

deter future investment

25% alliances failure rate for 

companies where alliances revenue is 

likely to increase over the next 5 years

20% alliances failure rate for 

companies where alliances revenue is 

likely to be flat over the next 5 years

16% alliances failure rate for 

companies where alliances revenue is 

likely to decrease over the next 5 years



Alliance failure and alliances revenue do not seem tightly correlated
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Percentage of company’s past revenue which has 
depended on alliances over the past 5 years

39%

33%

34%

25%

38%

0% 10% 20% 30% 40% 50%

Percentage of alliances which have fully 
failed to achieve objectives over the past 5 years

24%

23%

22%

22%

17%

-50% -40% -30% -20% -10% 0%

Healthcare / 
Medical

Pharmaceuticals

Banking / 
Financial Services

Computer Services / 
Software

0%10%40% 30% 20%50%

Overall Average



Webinar poll results: Alliance success / failure in achieving objectives
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To what extent has each factor listed 

contributed significantly, moderately, or 

minimally to alliance failures at your company 

over the past five years?

POLL

Please vote by:
1. Scanning the QR code above with your 

mobile device

OR

2. Clicking the link in the Zoom chat



Contributions to partial or complete alliance failures 
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37%

42%

42%

40%

29%

41%

32%

30%

47%

33%

37%

32%

33%

35%

47%

36%

48%

51%

34%

49%

26%

26%

25%

25%

24%

23%

20%

20%

19%

18%

Percentage of respondents

Lack of sufficiently robust joint governance

Selected the wrong partner

Failure to understand difference in goals / priorities

Lack of internal alignment within at least 1 partner

Cultural differences between partners  

One or both sides did not provide sufficient resources

The original value prop for the alliance was flawed

Inadequately defined business plan for the alliance

Executive sponsors left company / changed roles

Failure to respond to new marketplace competition

Significant contribution 
to failure

Moderate contribution
to failure

Minimal contribution 
to failure

21-32% of potential partnership value is lost annually through ineffective execution

Source: Vantage Partners 2015 Alliance Management study; Vantage Partners 2021 Alliance Pulse Survey

Continues to be one of the biggest 
barriers to alliance success

Correlation with success / failure varies 
significantly, depending on alliance type

Continues to be a key challenge (in 
frequency and severity in past studies)

Consistently a key factor for success or 
failure – regardless of type of alliance



Managing differences effectively is the key to alliance success

22

Culture

Capabilities     

Processes and Policies         

Organizational Structure      

Strategy  

Culture                

Capabilities

Processes and Policies

Organizational Structure

Strategy

ALLIANCE

Partner BPartner A

Differences can be a source of innovation, or conflict, depending on how they are managed 

Joint Business Plan

Joint Objectives, KPIs and Scorecard

Governance

Engagement Model

Resource Allocation (people and budget)

Partnership managers

Performance and planning reviews

Copyright © 2021 by Vantage Partners, LLC. All rights reserved.



Partnership governance needs to bring together several views
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PRODUCT-CENTRIC PARTNER-CENTRIC

MARKET-CENTRIC CHANNEL-CENTRIC
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Webinar poll results: Contributions to alliance failures
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Over the next five years, how much do you 

expect the following types of alliances to 

contribute to your company’s revenue growth?

POLL

Please vote by:
1. Scanning the QR code above with your 

mobile device

OR

2. Clicking the link in the Zoom chat



Expected contribution of different alliance types to future growth
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“Over the next five years, please indicate how much you expect the following types of 

alliances to contribute to your company’s revenue growth…”                                                                

 Significantly Moderately     Minimally 

23%

24%

28%

30%

37%

39%

39%

46%

47%

47%

34%

39%

41%

36%

31%

29%

25%

36%

24%

20%

25%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%
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Co-marketing

Reseller

R&D

Platform

Supplier
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Webinar poll results: expected future revenue growth by alliance type
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Q&A



Vantage Partners helps accelerate the pace of innovation, 
sharpen execution, and drive revenue growth at companies worldwide

About Vantage Partners
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AREAS OF EXPERTISE

partnerships and 
Cross-Industry 
Partnerships

Customer-Centricity 
and Sales Execution 

Organizational 
Performance

Training 
and Skill 

Development

Outsourcing and 
Supply Chain 
Management

Achieve alignment where it matters most: between strategies and 
marketplace opportunities; across the extended value chain; and between 

goals, priorities, and incentives across different internal groups

Enhance companies’ ability to leverage external capabilities and assets, 
balance collaboration and competition, and respond to disruptive threats 

and opportunities 

Organic and 
Inorganic Growth 

Strategies
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